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PUBLIC RELATIONS— 
A NEW PHILOSOPHY OF MANAGEMENT 


CHAPTER I 
INTRODUCTION 


James P. Selvage, a widely respected “public relations counsel,” 
told a group of his contemporaries in a memorable address in New 
York a few years ago that American business, after passing 
through four distinct periods of growth, was now entering the 
fifth, 

The first stage, Mr. Selvage said, was that of the production 
man, the builder and inventor who knew how to produce some- 
thing that people could tise, The second stage was that of the 
financier who brought together the collective capital to enable 
industry to grow. The third stage was the era of govertinertal 
regtilation of industry in the public interest. The fourth stage 
was the one that brought the salesman into the ascendeney, the 
era of spreading markets and intense competition, 

Of the fifth stage, Mr. Selvage had this to say: "I affirm with 
confidence that tomorrow belongs to the man whe thinks in terms 
of the publle—the publie embracing his employees, his stock- 
holders, his customers, his neighbors surrounding his factories, 
and his government, These are the groups that are going to take 
a lot of pleasing in the years that are just around the corner, 
These are the publies about whose relations to industry modern 
husiness leadership is giving the most intense thought.! 

Public relations is a synthetic term carrying many meanings, 
By some it is used as a fancy name for common press-agentry ; 
hy some, as insidious propaganda to put something over, To 
others, it has various other interpretations, Actually, public 
relations is a term which can be applied to a general feeling of 
a business and not to one particular phase. It is a fundamental 
attitude of mind and a philosophy of management, The philosophy 
of public relations turns not upon the needs of industry, but upon 
the needs of the customer. 

Public relations is so basically simple and so easily attainable 
that it is difficult to see why it is subject to such a wide variety 
of interpretations. Actually, “public relations is primarily good 
business management, directed from the top, but involving every 


1J. Handly Wright and Byron H. Christian, Public Relations in Manage- 
ment (New York: McGraw-Hill Book Company, Inc., 1949), p. v. 
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person within or connected with an organization.”? Moreover, 
public relations policies, organization, facilities, and techniques 
should be predetermined by management on a long-range, con- 


structive basis, the same as any other phase of sound business 
management. 


As Paul Garret, vice-president at General Motors in charge of 
Public Relations, has so ably stated: 


“Public relations is a fundamental attitude of mind, a 
philosophy of management, which deliberately and with en- 
lightened selfishness places the broad interest of the public 
first in every decision affecting the operation of the business. 

“We should begin by being interested in knowing that 
the public as well as our employees are being informed on 
all phases of our business. What the public thinks of industry 
is the sum total of what it thinks of the individual parts. 
That is why better relations with the public for industry must 
boil up from the work of the individual companies and, in 
the last analysis, from the work of individuals in the com- 
pany.” (See “Basic Formula” Figures 1 and 2) 


BASIC FORMULA FOR PUBLIC RELATIONS 


MANAGEMENT 
POLICIES 


ACCEPTANCE 
OF THE COMPANY 
AND 
ITS PRODUCTS 


DESIGNING 


ENGINEERING = by millions of individuals 
PEASONNEL have their own opin: 
MANUFACTURING PEOPLE ions but whose opinions 
PURCHASING influenced by the 
FINANCE opinions of others 
DISTRIBUTION EXECUTIVE PERSONNEL 


SUPERVISION . WORKERS 


DEALERS 
SUPPLIERS STOCKHOLDERS 


Fig, 1—Basie Formula for publie relations conceived by Paul Garrett, 
vice-president, General Motors Corporation.4 


COMMENT; The flow of public relations from management 


p, vi, 
SFrom Nnasic Formula for public relations” by Paul Garrett, vice-president, 
General Motors Corporation, 
‘By permission from Paul Garrett, 


THROUGH 
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helps gain acceptance for good policies. The most important 
thing in building public acceptance is the job done, having regard, 
of course, for public relationship aspects of operations in formulat- 
ing policy. It is also important that the people connected with 
the company understand and respect the policies of management. 
This understanding is reflected out through the various circles 
of influence to the public. 


BASIC FORMULA FOR PUBLIC RELATIONS 


MANAGEMENT 
POLICIES 


ACCEPTANCE 

OF THE COMPANY 
AND | 

ITS PRODUCTS 


Fig. 2—Second phase of the basic formula for public relations as conceived 
by Paul Garrett, vice-president, General Motors Corporation.5 


COMMENT: The flow of public relations reactions back to 
management helps in formulatin ps policies, Thus, impressions 
received by people connected with the compary, and transmitted 
informally to management, give management a better understand- 
ing both to internal and external opinion for consideration in 
formulating policy. 


SBy permission from Paul Garrett, 


impressions 
AS APPLIED 
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CHAPTER II 
PUBLIC RELATIONS DEFINED 


Pusiic Artrirupé Is PRIMARY CONCERN 


“We may define public relations as the words and deeds of an 


individual or group, judged by the common concept of sound 
human conduct.”! 


Charles E. Wilson, president of General Motors Corporation, 
emphasized this formula when he said, “You can’t get good 
public relations just by hiring experts. The public’s attitude must 
be the concern of everybody in the business.” 


Public relations is the continued process of keying policies, 
services and actions to the best interests of those individuals and 
groups whose confidence and good will an individual or institution 
covets; and secondly, it is the interpretation of these policies, 


services and actions to assure complete understanding and ap- 
preciation.? 


Furthermore, public relations is not confined to business alone, 
but it also applies to the relations of labor unions, professions, 
governments, social, political, educational, religious, civic, and 
charitable organizations. 


The following definition of public relations from the latest 
(1950) edition of and Merriam Webster's /nternational 
Dictionary includes business, as well as social, enterprises in the 
field of public relations, ax follows; 


“Public Relations, (1) The activities of an industry, union, 
corporation, profession, government, other organization or 
the like in building and maintaining sound and productive 
relations with special publics, such as customers, employees, 
and stockholders, and with the public at large, so as to adapt 
itself to the environment and interest itself to society, (2) 
The state of such activities, or the degree of their success in 
furthering public understanding of an organization's economics 
and social adjustment: as, good or bad public relations, (3) 
The art or profession of organizing and developing these ac- 
tivities; as, university courses in public relations; public 


Wright and Christian, op, 1 (Quoting John Price Jones and David 
on Chureh of John Price Jones Corposation, At the Bar of Public 
Opinion.) 

Emerson Reck, Public Relations (New York: Harper & Bros, 1946), 
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relations requires technical skill in verious techniques. Hence, 
public relations officer, director, counsel or consultant.’ 


Basic Concept oF PuBLic RELATIONS 


Public relations, in its basic concept, begins with the individual. 
It is merely our relations with other people—how we get along 
with them and how they get along with us. Public relations is 
the applied art of getting along with people. 

Years ago the small merchant had a simple public relations 
program. He met his customers every day. He personally directed 
the men who worked beside him. He had every opportunity to 
know and understand those with whom he dealt, and in turn, to 
establish an easy basis of understanding. 

The growth of industrial enterprises into vast organizations, 
equipped to make available to many people the fruits of technologi- 
cal progress, unfortunately has brought important and unavoid- 
able changes in the personal element of business relationships. 
Until the very recent past, business leaders, preoccupied with 
the important tasks of finance, production and distribution, all 
too frequently overlooked the implication of the changes. 

Because employees no longer were recognized as individuals 
and had in many cases no opportunity to express their personal 
views to employers, they turned to government and union organi- 
zations to force employers to give them attention, 

The same changes in relations between employer and employee 
have been occurring in the relations between producers and con- 
sumers, with the same disastrous consequences to business, 

Also, in his relations with other public groups of people, the 
average business administrator is experiencing ever-increasing 
antipathy, As a buyer, his relations with suppliers have been no 
more amicable than his dealings with his employees and customers, 
Stockholder relations, in most instances, have been no more con- 
genial than those with employees, customers, and suppliers, 

In his relations with employees, suppliers, customers, stock- 
holders, and his community, the manufacturer or merchant, as a 
type, has arrived at the unenviable position of a “hostile adversary 


of the people upon whom he depends for production, patronage 
and profits,’ 


‘By permission, rom Webster's New Jnternational Dictionary, Second 
Edition, copyright, 1934, 1939, 1945, 1950, by G, and C, Merriam Co, 

‘Bertrand R, Canfield, Public Relations Principles and Probleme (Home« 
wood, Ilinois; Richard D, Irwin, Ine, 1952), p. 4 
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Not only have many individual producers and distributors lost 
face with the public, but it may be assumed that, in far too many 
instances, they have brought our entire business system of capital- 
ism and individual initiative into confusion and disrepute. The 
future of not only industry, but our American tradition of free 
enterprise may depend upon regaining the lost friendship and 
confidence of the public. 

Obviously, industry’s future opportunities for following the 
traditional road of providing more goods for more people are 
seriously imperiled by this misunderstanding of and misinformation 
about its fundamental aims and purposes. In business circles there 
is a well-known maxim that progress thrives best in an atmosphere 
of respect and good will, both of which are the products of mutual 
understanding. 


At this point management might well ask of itself, ‘““What is 
there that each individual company in its own way and sphere 
can do to earn the regard of people—do for itself as an institu- 
tion and, as an inevitable by-product, for the system?” 

The most obvious lesson any company can learn is that good 
relations outside grow from good relations within. If there is 
any secret to success in building good public relations, it is that 
we must begin at home and work from the inside out. We must 
begin the program in the plant if we want to be well thought of in 
the community. We must begin in the community if we want to be 
well thought of over the nation. 


MISCONCEPTIONS OF PuBLIC RELATIONS 


The term “public relations” has come into extensive use during 
the past ten years, yet there is still widespread misunderstanding 
of its principles among business executives. Moreover, compara- 
tively few companies in the nation have in operation well co- 
ordinated public relations departments. 


“But,” someone protests, “I know of business firms which 
organized public relations programs many years ago.” True, 
public relations effort of a sort did start at about the turn of the 
century when a few concerns organized what they chose to call 
“publicity” or “press relations” departments. Too many of them 
were “departmental” rather than “institutional,” and in a majority 
of cases they worked without specific objectives or plans, 

Sound public relations is not a temporary or transitory ac- 
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tivity.5 We do not improve our relations with others in a few days, 
weeks or even years, Good will, confidence and friendship require 
time to mature; respect and influence cannot be acquired over- 
night. 

Good public relations, like making good friends, is a result of 
an evolutionary process in which casual acquaintance gradually 
develops into friendship through sundry acts of courtesy and 
helpfulness. It takes time to build good will in business, just as 
it does to win lasting personal friendships. The process, however, 
is identical. 

Good public relations is never negative or static. It is a positive 
and dynamic activity which pulsates through the “life-blood” of 
the business organization as a fundamental operating philosophy. 
A company’s public relations attitude provides the basis for all 
production, finance, purchasing, sales, and personnel policies. 


In its negative sense public relations is often used as a defensive 
measure to cover up managerial mistakes, such as selfishness, 
greed and antagonisms of customers, stockholders, suppliers, and 
the community. Ofttimes, when faced with a strike, a revolt of 
stockholders, or an antitrust suit, business calls upon a public 
relations counsel and organizes what is called a “public relations 
program” to hold an umbrella over its problem until the storm 


blows over. 


This procedure is merely “corrective” or “fire alarm” public 
relations. It seeks to drown out public ill-favor with words instead 
of removing the causes of unfavorable public opinion. No amount 
of press-agentry, lobbying, or sensational publicity can win public 
favor for a business whose public acts and policies are unsound. 

Moreover, public relations as such can never become a sub- 
stitute for good business management. Nor can it be a cure-all 
for business ills. Good public relations is primarily a matter of 
living right with other people, rather than an antidote for indus- 
trial dissipation and overindulgence. 


Also, public relations that distorts facts, misrepresents, or mis- 
leads is not worthy of the name. 


Finally, public relations does not mean hiring a beautiful Powers’ 
model to take a bubble bath in public to get her picture in the 
paper, or burying a Hollywood starlet under a pile of products 
to gain dubious publicity. Neither does it mean spending a great 


STbid., p. 10, 
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sum of money entertaining influential persons, nor “throwing” 
champagne dinners in order to get more business.® In fact, far 
too many people still have this expense-account notion about 
public relations. 


6Ibid., p. 11. 
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CHAPTER III 


THE EMERGENCE OF A NEW PHILOSOPHY 


Business ApprRAISES Its SHORTCOMINGS 


Confronted with the necessity for self-analysis, business today 
is making a conscientious appraisal of its shortcomings. In the 
process, the more progressive companies are frankly recognizing 
and admitting the evils of those policies and practices which have 
been responsible for public disapproval. Out of this candid self- 
analysis has emerged a new philosophy of management; one which 
places the interests of people first in all matters pertaining to the 
conduct of a business. This new thinking conceives that a com- 
pany must be operated and directed to serve the interests of all 
public groups; employees, customers, stockholders, suppliers, the 
community, and the government. It is this fundamental attitude 
of management which is the basis for a new approach to solving 
the problem of public relations. 

This new philosophy calls for a revolution in business thinking 
and, as a result, a new social concept of management is developing. 
It seeks to attain the same measure of success in dealing with 
human beings that has characterized the material and scientific 
progress of American industry in the past century. 

Moreover, management is coming to recognize that it has a 
moral responsibility to the public, and that it must accept this 
obligation if its public relations program is to be effective. Public 
relations will only be effective in an organization when social con- 
sciousness permeates its entire hierarchy. 

Furthermore, management, in its new role, must assume the 
obligation of creating conditions within the business which are 
conducive to social well-being and then aggressively sell them to 


‘its public groups just as it produces and sells its products and 


services. 


Goop WI Lt Is INDISPENSABLE 


Perhaps the most important force affecting business in America 
today is the opinion of the people. Business men realize this when 
they talk of “good will.” Good will in business embraces not only 
the attitude of the ultimate consumer toward the company’s 
products, but also the attitude towards the company of the other 
public groups concerned with some phase of its operations. All 
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of these publics are vital to the success of a company; the good 
will of each is indispensable. 

The value of good will is most evident when it is absent.! For 
this reason, management executives are coming more and more 
to the realization that along with production, sales, accounting, 
finance, and engineering, their businesses must give the most 
expert attention to the development and maintenance of good 
will—or “public relations” as it is more commonly called today. 

The fostering of a well co-ordinated public relations program 
goes far beyond winning favor among various groups by telling 
them what the company is doing. Expert public relations recog- 
nizes that everything the company does affects the opinion of 
someone. 

Perhaps this can best be illustrated with “a mirror of conduct” 
explanation used by Colonel William P. Nuckols, director of the 
first course in military public relations for the United States Army 
Air Forces. Colonel Nuckols effectively demonstrated how public 
relations can govern the policies and conduct of an organization 
when he said: 


“Public relations is a mirror that you hold up in front of 
your organization so that you, your organization and the 
public may see what is in that mirror.,If the mirror is dirty, 
cracked, and full of flaws, it will reflect a distorted image 
of the organization’s true character. If the mirror is bright 
and highly polished, it will reveal the organization as it really 
is. 

“Suppose, however, that the organization has a blemish on 
its face—an individual, or a policy, or a practice that is apt 
to stir public resentment. A faulty mirror will fail to reveal 
that blemish, and you, your organization and the public will 
not know what is wrong. A good mirror will show up that 
blemish and direct attention to . . . the necessity for its 
elimination.”? 


In implementing a public relations program, then, management’s 
first responsibility is to know what people are thinking, especially 
what the people in the certain public groups it wishes to contact 
are thinking. Management must know its composite public; know 
what it thinks; know why it thinks so; and know how it arrives 
at its conclusions. 

What a particular public thinks can be determined by formal 


1Philip Lesley, Public Relations Handbook (New York: Prentice-Hall, 
Inc., 1950) p. 9. 

2J. Handly Wright and Byron H. Christian, Public Relations in Manage- 
ment (New York: McGraw-Hill Book Company, Inc., 1949), p 
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and informal surveys, questionnaires, opinion polls, and consumer 
research. Also, it may be gained by interview and discussion, 
through employee suggestions, and by attending meetings or read- 


ing various member publications connected with the trade or busi- 
ness. 
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CHAPTER IV 
PUBLIC RELATIONS IN ACTION 


Five Successive Puasts INVOLVED 


Clearly, public relations for business today involves complete 
analysis and understanding of all the factors that influence the 
attitude of public groups toward a company. This normally in- 
volves the consideration of five successive phases :! 


1. Determining the attitude of any group toward the company. 
This may involve the employees, the customers, the stockholders, 
or some other segment of the company’s public. When the re- 
spective attitudes become known, it is possible to see where the 
company is misunderstood and/or where its policies and actions 
are creating unfavorable opinion. 


2. Analyzing the state of opinion. It may be that investigation 
discloses unrest among a group of employees because of real or 
imaginary grievances. This unrest may foster and grow until 
it breaks out into very serious labor uprisings. Or the stock- 
holders may be dissatisfied with existing communications and 
express a strong desire to know more about the company and its 
products. Or, again. consumers may not identify products with 
the manufacturer, who may have spent years in painstaking effort 
to build an enviable reputation. Careful analysis will aid, im- 
measurably, in making plans to improve the opinion of the various 
public groups about which the company is concerned. 

3. Formulating policies. The company analysis may indicate 
that certain policies should be modified or discontinued to improve 
the attitude held by certain public groups. These changes should 
involve the elimination of causes of misunderstanding and misin- 
terpretation. 

4. Planning means of improving the attitude of a segment of 
the public. With an understanding of what people think of the 
company and a clarification of the company’s policies on matters 
that affect public opinion, the basic groundwork has been laid. 
Next, comes the programming of activities that will thoroughly 
explain the company and its products or services, will overcome 
and eliminate misunderstandings, and will promote good will. 


1Philip’ Relations Handbook (New York: Prentice-Hall, 
Inc., 1950), p. 
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5. Carrying out the planned activities. This is public relations 
in action. After determining group attitude, analyzing the state 
of opinion, formulating policies and planning attitude improvement, 
the various tools of public relations are employed to do the job. 
Public relations tools may include: publicity; institutional ad- 
vertising ; printed materials; stockholders’ reports; company pub- 
lications ; good semantics in relation to personal contacts, speaking 
engagements, office correspondence, and in the use of the tele- 
phone; employee and personnel activities; and in those activities 
involved in dealings with suppliers, creditors, customers, the 
trade, the community, and the government. With proper pre- 
liminary planning and guidance, the implementation of these 
tools becomes the most tangible phase of a company’s public re- 
lations activity. 

It cannot be too strongly emphasized that this scientific ap- 
proach to organizational public relations goes far beyond the too 
familiar publicity releases and hit-or-miss efforts to please em- 
ployees. It is a task calling for high-caliber thinking at top 

management level, experience in the ways of public opinion and 
iy in the techniques of influencing it, and the necessary facilities to 
carry out a well-planned program. 


| 
| 
| 
| 
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CHAPTER V 
WHO ENGAGES IN PUBLIC RELATIONS WORK? 


Every EMPLOYEE RESPONSIBLE 


In the final analysis, the functions of a company’s public 
relations program are the responsibility of every executive and 
indeed, of every member of the organization. For direction and 
carrying out of the functions, however, more and more organiza- 
tions are calling on the men who by training, experience, and 
foresight, are equipped to serve as specialists in this field. 

Primarily, there have been two types of experts specializing in 
the field of public relations. First, the person who serves as an 
employee of the company, being part of its internal structure 
and subject to its control. His title is usually Director of Public - 
Relations, and he may or may not have a staff to assist him. 
Second, the public relations counsel, who is retained by the com- 
pany but remains independent of its internal structure. The latter 
provides an objective approach to the public relations of the 
organization, “serving just as professional attorneys, engineers, 
and accountants do.”! 

The director of public relations and the public relations counsel 
may function together for an organization, or either of them 
may be found separately performing all the functions involved. 
The type of dual arrangement varies with the nature of the organi- 
zation, the problems involved, and other factors too numerous to 
mention here. 

In some medium-sized organizations, as well as in a few large 
corporations, public relations is mistakenly assigned to a staff 
executive, as a secondary function. While these public relations 
assignments may vary in accordance with top management thinking 
—or lack of it—in an organization, a recent survey by Printers’ 
Ink magazine indicates the current trend. It was disclosed that of 
seventy-five corporations surveyed, 30 per cent delegated public 
relations as a secondary responsibility to either a sales manager, 
a vice-president in charge of sales and advertising, or a personnel 
director. 

True, the assignment of public relations as an added responsibility 
of a staff executive has the value of cutting costs. It is equally 


1Philip Lesly, Public Relations Handbook (New York: Prentice-Hall, 
Inc., 1980), p. 6. 
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true, on the other hand, that such a program usually results in 
seriously restricting the scope of the public relations program. The 
staff executive is mainly interested, and rightly so, in furthering 
relations with the particular public with which he is primarily 
concerned and neglects the coordination of relations with the other 
publics of a business which are of equal importance. 


DELEGATION OF RESPONSIBILITY ESSENTIAL 


Many institutions, moreover, are finding out through costly 
experience that the proper solution to the problem of public 
relations is in the delegation of responsibility for public relations 
to an experienced, competent executive. This is done only with 
the assurance and expectation that his full time and specialized 
skill will be devoted to the multiplicity of tasks related to the 
building of a good public relations department and program. 

Furthermore, the appointment of an executive to be responsible 
for all phases of securing good public relations is the best way to 
organize for public relations, taking into account, of course, the 
resources and size of the organization. 


QUALIFICATIONS OF THE PuBLiIc RELATIONS DIRECTOR 


In addition to a clearly defined delegation of responsibility, the 
Director of Public Relations should be numbered among the top 
executives of a business organization.2 To gain this essential 
position in the organizational hierarchy, he must be well qualified. 
He is the diplomat of the business world—he must be a “business 
statesman.’’> As such he should have the following qualifications : 

1. Enthusiasm. Nothing worthwhile has ever been accom- 
plished without sincere enthusiasm. 


2. Executive proficiency and leadership. The public relations 
executive should be a man of such wide knowledge, experience, 
and insight that he can “naturally and automatically arrive at the 
right method in a given situation rather than try to apply on a 
‘canned’ basis some set rules to any problem that may arise.’’ 
Leadership implies the qualities of being able to guide and direct. 


2William A. Nielander and Raymond W. Miller, Public Relations (New 
York: The Ronald Press Company, 1951), p. 351. 
3Victor Emanuel, chairman of the board, AVCO, at the Boston Conference 
of Distribution, October, 1947. 
4William E. Mosher, J. Donald Kingsley, O. Glenn Stahl, Public Per- 
rg Administration (New York: Harper and Brothers Publishers, 1950), 
p. 293. 
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3. A knowledge of human nature. The good public relations 
executive is sympathetic, tactful, tolerant, and patient. He likes 
people with all their good and bad qualities, and he consistently 
» seeks to enlarge his knowledge of humanity. 


4. An ability to think creatively. This suggests the ability 
to analyze and synthesize problems and policy. It involves “think- 
ing for and with an organization.”’5 

5. Consistency. The most disconcerting executive is one who, 
without new facts, changes his mind from one day to the next. 


The good public relations executive must be consistent in thought 
and deed. 


6. Honesty, A public relations executive must be basically 
honest so that he can “live with himself.” He has nothing to hide 
from his superiors or from himself. His honesty of purpose should 
never have to be questioned. 

7. Practicality and realism. A successful public relations execu- 
tive is practical and realistic. He keeps his program within reason 
and within the budget. 

Other qualifications may be included, such as a good education, 
business experience, and age. While each is an important factor, 
a successful career in public relations does not necessarily follow. 
Good judgment is not a respecter of age, nor is it a respecter of 
education or experience. It is the peculiar and indefinable char- 
acteristics of judgment and analytical ability that count. 

The executive who possesses these qualifications, irrespective 
of education, experience, or age, may be counted upon to success- 


fully pursue a career in public relations in a most convincing 


manner. 


5Nielander and Miller, op. cit., p. 352. 


BAYLOR BUSINESS STUDIES 21 
CHAPTER VI 


THE PUBLIC RELATIONS DEPARTMENT 


SHouLD Br RECOGNIZED 


Every company, regardless of its size, needs well-coordinated 
public relations thought and action, It is of little concern whether 
this thought and action is formalized in the establishment of a 
public relations department, or is expressed as a basic philosophy 
of the operations of the whole organization, What is important 
is that the need for public relations is recognized and acted upon, 

A public relations department should not be established merely 
upon the whim of a high-powered executive, nor should it be 
implemented simply as a manifestation of a fashion of the times. 
Many large firms which are public relations minded have no public 
relations department. Most organizations, however, find it de-. 
sirable to concentrate their public relations activities in a central- 
ized department. By offering suggestions, guidance, and encourage- 
ment, the public relations department can render a necessary and 
vital service to every phase of the company’s operational activity. 

The public relations department functions in the following 
manner : 


1. It keeps top management fully informed on public re- 
action to all facets of the company’s policies and activities. 


2. It aids and develops a two-way flow of communications— 
from the top to the bottom of the organization; and, 
conversely, from the bottom to the top of the structure. 


3. It plans, or helps to plan, all public relations work of the 
organization. 


4. It coordinates all public relations thinking and activities 
of the organization. 


5. It acts as an advisor to top management in all matters 
pertaining to public relations. 


Position WITHIN THE COMPANY 


Since, as has been suggested, the director of public relations 
should be placed high among the top positions of responsibility, 
his department should also occupy a similarly high place. This is 
important if the department is to achieve the optimum results. 
If placed in a position lower than at the policy-making level, the 
department will be by-passed and become “merely an appendage 
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to the organization,”! with little possibility that it can do much 
of a constructive nature, (See Figure 3) 


Chief Executive 


| 
Publis Relations 
Director 


Wig, deetdeally, the Director of Public Relations should have a high post: 
tion of authority and responsibility, reporting to the ehlef executive, 


STAVE REQUIREMENTS 


The structure and seope of a publle relations organisation 
depend on a number of factors: (1) The public character of the 
business, (2) the size and number of publics served by the 
business, (3) the financial status of the organization, (4) the 
established organizational structure of the company, (5) the basle 
philosophy and policies undergirding the operations of the business, 
and (6) the position of authority and responsibility vested in the 
public relations department, 

Staff requirements for a public relations department, even for 
a large organization, are usually quite small, “The size of the 
staff is determined by the task at hand,’”? As might be expected, 
insofar as present-day management thinking is concerned, there 
are few fixed formulas in staff requirements or in the assignment 
of responsibilities within the department, The area is one of more 
or less experimentation, 

Ideally, a small organization might consist of a director, who 
deals directly with top management, handling employer-employee 
relations, stockholder relations, and over-all planning; an assis- 
tant director, who represents the director in his absence, and who 
is responsible for such specific tasks as the preparation of news 
releases, arrangements for public speaking, departmental staff 
administration, and community relations; an assistant who special- 
izes in the collection of information; a second assistant who handles 
community, educational, customer, supplier and trade relations ; 


1William A. Nielander and Raymond W. Miller, Public Relations (New 
York: The Ronald Press Company, 1951), p. 351. 
2Ibid., p. 362. 
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and a third assistant who will do a considerable amount of “leg 
work” and handle remaining functions of a minor nature. 

As an organization expands, these departmental assignments 
can be broken down to permit specialization and the best use of 
staff talent. 


| 
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CHAPTER VII 


WHAT PUBLIC RELATIONS ACCOMPLISHES 


Two Interests to Be Steven 


It has beet said that there are two patties involved in any 
piblic relations operation: (1) the itistitution of busitiess which 
seeks to advatice its prograti atid (2) the cottipusite ptiblie to 
Which the progtati is ditected, other words, thete ate two 
intefests to he served —the private ititerest atid the interest, 

Seber GROUP OF RETIVES 

Assuimitig, and fightly so, that the broad interest of the public 
must come first, it is understandable that there ake many worth: 
while objectives whieh ean he profitably achieved through expert 
public relations activity, Any one of them, any group af then, 
ar all ef them ean be the basis for a company's publie relations 
program: Good public relations directs every activity toward 
reaching a select group of abjectives, These abjectives may include 

1, Company prestige, liyeryone is influenced hy reputation in 
choosing everything he buys and in every association he makes. 
The familiarity and reputation of its name is among the greatest 
assets of any company, Reputation in business can rarely he 
won without true accomplishments. 


2. Employee good will. Employees who feel that they are 


important parts of the productive activity, who identify them- 
selves as having a direct and participating function in the creation 
of worthwhile things for others, and who understand the workings 
of their company are more likely to be satisfied workers. Further- 
more, a continuous and constructively applied public relations 
program can assist in stabilizing labor conditions. This may include 
expert analysis of the employee situation, preparation of plans 
to create good will, and activities to carry out these plans. 

3. Customer good will. The manner in which the purchaser 
is treated, the quality of the product, the service and information 
made available to him, and the handling of his complaints are 
crucial to his satisfaction with the product of the company. 

4. Stockholder good will. It is vital that investors in a com- 
pany understand and appreciate its operation. In so doing, they 
are more inclined to retain their stocks for longer periods. This 
gives the corporation’s securities a desirable stability. Also, 
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stockholder thinking influences other segments of the public. 
Professional attention to annual reports, periodic communications, 
and careful news placement in financial sections of newspapers 
and in business publications, goes a long way toward witining 
stockholder confidence and good will, 


5. Stpplier good will, The itmportatice of being oti good 
with sotitces of stipply was clearly eviderit dutitig World War I, 
anid itt the eatly postwar era. Morte itriportatit, tiatiagerent has 
discovered that whet stippliefs ate attracted to a eotipatiy its 
prestige is well established, The furtitlation of polivies that build 
a Feptitation for fair dealitig atid creating the impression that the 
company will be an inereasingly good customer beeatse of its 
success are effective means of gaining the faverable 
attention of suppliers: 


6; Community good will, lmployees are closely identified 
with the community and they unconsciously absorh the tener of the 
locality's attitude, Conversely, the community assimilates attitudes 
held hy employees toward the company, Moreaver, the high regard 
af the community is invaluable when special privileges such as 
parking permits and zoning regulations are desired hy the company, 
when tax rates are heing set, and in all other dealings the com- 
pany might have with local authorities, 


7. Government good will, In the United States the government 
is moved by the opinions and attitudes of the public, The soundness 
of a company’s relations with the public usually determines its 
relations with public officials, Here, two factors are required; good 
will of the public, and a sincere effort to keep government agencies 
informed about the company. 


8. Competitor and trade good will. The respect of competitors 
is a great tribute to a company. It leads to effectual cooperation 
and strengthens a company’s position in its dealings with trade 
associations and other business organization. 


9. Public support. When a company introduces a new product, 
public relations must support advertising and sales in capturing 
the public’s imagination. When a company endeavors to win public 
support for its methods of operation, its principles, and the economic 
system that supports it, its most effective means are the channels 
made available through the use of dynamic, but honest, public 
relations tools and techniques. 
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Finally, everything done by a company that influences any public 
group should be examined in advatice for its possible and lasting 
effects on opinions and attitudes, 

The goal of publie relations as a new philosophy of management 
is, and always must be, the building of public friendships on a 
lasting basis, 


| 
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